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PROPOSAL FOR THE

RAPID TRANSMITTAL OF INFORMATION REPORTS ARD CUSTOMER REACTIONS

The Problem

The problem faced by the Agency Planning Croup in thé routine in-
telligence field comes under thiee headings:

a. Speed of processing% taking adventage of new technology;

b. Quality of reportiag, dismissing submarginel information ~- and
sources -- at the earliest possible stage;

¢. Tsllor-made dissemination to keep analysts from being flooded
with materiala not pertinent to their work.

These facets are irterrelated. Processing deleys in getting reports
to customers breed additional delays in getting reactions and evaluations
to the coileciors. The half-life of information is short; loss of interest
in it due to time lag produces lack of interest in improving the source‘s
production.

If we are able sigrificently to cut the number of processing steps
and their agiregate time, users will better recognize their own interest
in furnishinz fezdbasck tc the collector. Collectors will appreciate this
timely intersst in their operations; and cmee officers and séurces.alike
vwill be encoiraged by the gpeed with which their material wes hendled, and
the interest YWashington bas taken in it.

Speed and quality ere particularly closely intervoven in the field
of merginel or submerginal reporting. If users can let the collector

know quickly that certain materials are valueless, operations can be
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effectively re-directed or stopped; freeing fleld manpower for more con-
structive enterprises. If the discovery of lack of value is delayed, or
not communicated, operations go on indefinitely, producing nothing, and
the Agency's best asaet, its professional manpower, remains tied up in
them.

In late 1958 the DCI appointed e planning group, representing all
elements of the Agency concerned, to recommend a commmnications end re-
porting system for CIA which would result in & speedier and more efficient
flow of reports tc the using analysts. The proposal below has been de-
velcped by members of this planning group. It 1a designed to cover a
fairly i1imited number of CIA reﬁcrts in the early stages of its opera-
tiona. It is also desizned, however, to be expanded to cover a larger
percentage of CIA reports and possibly even the reports of other intelli.
gence sgencies if operating experience provea that these steps may be

desirable.
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The Need for s More Expeditious System of Reporting

{8 a result of recoumrendations made by the President's Boarxd of
Consultants oo Forelgn Intelligence Activities (the Bull Committee), the
President hes directed the intelligence community to establish s system
for the reporting of critical intelligence within speeds spproeching ten
minutes. The '"Critic" system has been designed to meet this specific
task. In devising the "Critic" system, however, the Critical Commnica-
tions Committee advanced, and the USIB spproved, the view that for any
system of reporting of «riticel intelligence to achieve maximum efficiency,
it vas essential that there be an increased flow of more timely background
data agalnst which to assess items of eriticel intelligence.

In view of the emerging capabiiity of the Soviet Union in the fleld
of guided missiles and the general speed-up in the fleld of weapons and
communications, the DD/I has set as a goal the establishment of a report-
ing ayatém in the intelligence community which will get substantially all
intelligence information to the analyst within twenty-four houwrs after
the preparstion of the report in the fleid. Communicetions snd other
mechanical techniques are sufficlently advanced to make this s feasible
goal.

Before developing a system that can include the reporting of the
entire intelligence commnity, it is necessary that CIA develop & system
for its own reporting that will move toward the achievement of the
twenty-four hour goal. The experience gained end the techniques devised

in the development of this internal system might well provide the basis

-3-
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for a rapid systen encoupassing the remainder of the intelligence
cosmmity.

At the preseut.time 1nformation is received by 1ntélligence analysts
over an extended period of time alter the event being reported. Soume
information is received in a matter of hours or days from the FBIS and
the cabled reporte of other reporting sgencies, including the Clandestine
Services of CIA. The bulk of the information, however, is received in
dispatch or report form over several weeks or months following. For
exzmple, Clandestine Services pouched reports, according to a recent
twc-day sample, reach the snalysts' desks on an average of 5i4 days after
their acquisition in the field. A sqhematlc thart of the present aud

the desired patierns of the receipt of reports by analysts follows.

R
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The Vplume of Reporting
 In 1954, the Clandestine Services disseminated 35,000 reports,

of vhich 3,500 were TDs. This volume has increesed every year since.
In 1958, the CS disseminated over 51,000 reports, of which 1%,000
vere TDs. These figures, over this 5-yeer period, represent increases
of 4T per cent in the total mumber of reports and over 300 per cent
in the mmber of TDs disseminated. This volume of reporting -- even
supposing it Lo be vholly desirable -~ imposes grave stresses on
available facilities, personnel and procedures. It appears to have
outgrown the Agency's ability to hand].e and use it effectively. Evi-
dence of this 1s to be seen in delays between the receipt of informa-
tion reports at neadquarpers and their delivery to custamers such as
those rcported above, |

C3 reports laterally disseminated in the field sometimes reach
other agencies and departments in Washington through their channels
amecia_blv sooner than thrcugh CIA:. In same instances, other agencies
and departments have disseminated information taken from CIA reports
in their own publications before the Agencjr received its own copies.
Custamers complain that they receive too many reports they do not
need, and that they fail to receive 1nfonat16n they do need. The
limitations of collection mechanisms aside, collecting components re-
tort that custamers fail to make their needs knowthrough clearly
phrased, up-to-date requirements and substantive evalustion of reports.
A lack of cammunication between the two elements is evident. |

-6 -
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The Guidance Factor

' Alequate guidance wonild do much to improve €S veporting in &31
ithése respecf-ﬁ » It would inform the field -- promptly and frequently
~= vhat the ccmnunity wants, and thereby enable the collector to
concentrate on acquiring that information. In doing this, it would
reduce the volume of reporting -- and this gmaller volime of better
material counid bhe han:lhd' moxe speedily. There is a school of thought

shich argues that formal Requirements alone dictate vhet information

iz to be procured. This is true to an extent: anyone procuring

information which falls within the scope of & specific requirement 7
will send it fn. But this does not in practice limit the procurement 4
of informetion uhich is not respomsive to needs, or which is only
barely so.

ﬁxehmnmmsmsin@]nz, at one end 1s the hungry writer of
requirements. He writes loosely in crder to obtain all information
vhich may bear on his subject. At the other end is the field cage
off'icexr, Eewiufim%bearingonggrequim in almost
anything. The "Initial Reactions" vp:mposed in the present paper are
intended to supplement requirements and substantive evaluations with
a nev form of repid, frequent, criticel apprecistion of production,
and thus aid in establishing commmnications between custamer apalysts
and producers of information.

The DD/P has set as a goal. the weeding out, at CS field stations,
of volume reporting below the level of significance to the intelli-
gence émmity, through the judicious application of these and ‘o‘bher
sveilable means.

-7 -
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Synopsis of the Proposal
- The eycle of the proposed system consists of the following elements:

a. Reports are t;ped at the field station in TD format on a Flexo-
vriter vith a tape by-product. '

b. After mechrnical encrypting, tape is forwarded to Headquarters
by \ﬁmeconpe.nied rauch or, as KW-26 equipment becomes available, by
electrical meanr.

¢. After mechanical decrypting at the MWs Signasl Center,
clear tex’ tape is furnigshed the Cable Secretariat. |

A. Ono a twin of the input Flexowriter, the clear text tape is auto-
wa’ically typed in TD format, and carbons} furnished to the action desk.

e. An OCR document analyst assigned to the Cable Secretariat places
appropriate ISC codes on the mat, together with an indication of the dis-
senination normally accomplished by OCR. Simultansously, the action desk
reviews its copies, adding appropriate release and dissemination instruc-
tions and meking minor corrections. A completed copy is returned to the
Cable Secretariat.

f. The fully ISC coded, releesed, corrected, and CS-numbered TD is
then run off for external and internal distribdution by messenger or elec-
trical transmission. \

g- Initiel Reaction Sheets (see Attachment A) are filled in by
snalysts vith substantive interests, and returned vithin three vorking
days to OCR. | ‘
| h. The Machine Branch of OCR ﬁroeenea incoming Initial Reaction

Sheets on punched cards. Lists of Requirements are processed in the same

- 8 -
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manner. Reproduced decks of these cards go to the Machine Branch of RID,
Do /P.

1. OCR furnishes DD/I internal dissemination and document processing
offices with appropriately organized tabulations of sﬁa.lynts" reactions to
disseninations they have received {Question 1), and 1ists of ISC coding
proposed by analysts vhi»ch was not foreseen in the initisl coding process
(Question 8.). | | ‘

J. Meantime, the Nachine Branch in the CS hes punched cards of other
information, such as report numbers, projects, sources, originating sta-
tions, appraisal, subject, stc. Upon receipt of ‘thc cards made from Initial

Reaction Sheets, it processes these for transmission of specifically perti-

25X1 nent tabulaticns by pouch or teletape to the field, vith coples to the
desks and Staffs concerned.

A pllot model of this system can be promptly established with the

Based on experience with this model,

the whole system can then be sdapted for use elsevhere and particular

features spread out to cover CS reporting aeross the board. The issus of

vhether and how to apply the system to customers in other Agencies can
then be vorkd on piecemsal.

There is no mechanical reason why the full cycle of reporting to the
mtm ' and return of initlal customer reactions to the field, need take |
longer than ten working days, if unaccompanied pouch is used, and lgu ifr

tape is tranmmitted by electrical means.

- 9 Ao d
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Processing by the Field Reports Office

The format of the report to be used by the field station ies a com-
promise between the cabie anfi the present dispatched Informstion Report.
The intention is ic provide s means by which the first typing of the
report remains the only one in the vhole provess, wunless sxtensive re-
writiog, and thus retyping, tecomes necessary. To achievs this, the
fleld vill use the format of the Headquarters T.D. ab initio for this
mthod of reports prozessing.

As s distinction in format between a Teletaped T.D. and & cabdled
T.D., the original typed in the field will be covered by the Operutionsl
and Source Cover Sheeé which is nommlly' atteched to pouched Information
Reports. Use of thess forms will assure a complete separation of dis-
seminable information from sll other.

Typing takes plece on a Flexowriter according to a fixed format
exbodied in a Manual. The formet should satisfy 1oca1 dissemination
m as vell as those of Eeadquarters. The station is free to take
aivantage of the various mechanical features of the Flexowriter which
permit automstic typing of standaxd ;i.uformatﬁ,ou., snd initial typirg ip
draft followed by automatie final typing. Skilled operators will socon
obtain optimum results.

Ic any event, the final typing of the Operatiomal and Source Cover
Sheet, and the T.D., is mede with the tape punch on. The finished tape
is then given to the ststion's Signel Center for conversion to an en-

crypted tspe.
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Confirmation Copy

1n the subisequent processing of the tape, the registries both in
the field and at Hesdquarters are bypassed. In oxder to satisfy the
raecords needs of both, we move the original typed copy of the Teletape
dispatch by pouch, and trest it in the same manner as any other dis-
patch for records purposes. This confirmation copy would alsc be used
to back us up in any situation in which tape is lost (no such event has
occurred to date). KNeedless to say, carbon copies of the original
typing are used in the {ield for the station's file and documentation
| pu.rposes. It eppears mdviseble to use the ssme method in the Teletape
reporting process.

- 12 -
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Processing Upon Arrival at W
Adequete messenger arrangements exist for the movement of Teliatape,

upon arrival in

25X1

RID. Mtawiamhloggadua\mitammbyhandtothe
Signal Center in L Building without delay. There mechanical procesaing
produces & clear tcxt tape. In the Teletape process as we have tested
1% so far, this clear text tape is delivered to the Division for farther
handling. For the reporting purpose, nowever, we propose that it go
di.r_‘ectly by dumb-wvaiter upstairs to the Cable Secretariat.

- 13 -
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Procesaing by Cable Secretariat

'fi:e firat item to appear on & reports tape will be the non-
duaunimblo Operational and Source ¢over Sheet. The typist in the
Cabu Socretu-iat will place ons of these sheets, with the number of
carboi:s required by the Division, in her Flexowriter and autowaticsily

type this portion of the mtartﬁ.l. The machine stops at toe end of
| ‘the page. The typist £hen puts a T.D. mat, with three or four carbons,
into the machine and resumes automatic typing of the disseminable por-
“tioa of the report. |

The Cable Secretariat retsins the T.D. mat for treatment ax

deseribed below. The Operational snd Source Cover Sheet and carbons,
anc the carbons of the T.D., are furnished by messenger o the |

Division reports office vhich has actlon on the report.
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Processing by the C8 Ares Division

Incoming reports are screened by the reports officer concerned to
separate immdlately relsasable material from that which requires re-
writing.

Normally, mmedlatel_y rajieasable materisl will be handled first.
If. will be giver & OS report number and the distri{bution sssligned. The
‘copy used in this review will then be relessed by the Divislon reports
officer and forwverded to the Cable Secretariat with an mﬁmiim of

the oumber of copiee required in the Division for the purpose of internal

¢S distribution. Minor corrections, 1f indiceted by the Divieicn, ecan
e made either on the finished T.D. mat, or by sutomatic retyping from
the original tape in the Cable Secretariat.

~  Material which must be reprocessed prior to dissemination will be

retyped 1n the Divieicn on a nev T.D. mat. This is then furnished to
the Cable Secretariat for disgeminstion. This will cause the destruc-
tion of the original mat by the Cable Secretarist. At resscnebls

i#tervals, 2 member of the Requirements Staff reviews unreleased T.Ds

at the Cable Secretarist and inquires into the causes of undue delays.
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Similtapeous Coding

While this review Hrocess takes piﬁce in the Division, an OCR
document analyst, statobed at the Cable aeereux—w; bas mssigned
pertinemt 1SC mmbers (probably from the new, revised version of the
Code) to the report. andnoteéthmonthe'mmto m hae also indi~
cated the disseminaiion the report should receive beyond that assigned
by the CS. ALL rur-off copiles will thus bear the code mumbers and
disseminetion, and ne procéssing time was lost by inJectj:ng thesge
esseptial steps :t this stage. ‘ |

As soon & the release copy of the TD ie néoeived from the Divi
sion, the Cable Secretariat types the 3 mmber on the mat, as well
as amendmen’s to the standard €3 distribution ladder. Minor corre:-
tions in tie text can also be taken care of at this stage. Tae TP is
then rup off in the requisite mmber of copies for internmal and exter-
mal C3 iissemination. Couriex distribution takes place along with the
nov ¢ stomary distributicn of cabled TDs. |

It is possible at this stage to take advantage of the available
clea text tape vhich was used in the sutamatic typing of the TD to
reley the report electrically to custamers. The chances are,hovever,
tha s until KW-37 equipment becowes available this type of bpmceasing
vil. ve limitec t0 offices vhich bsve the essential equipment now
functioning, 1.e. essent:lali& OCI. We comsider it degirable Lo meke

elegirical dirsemination to OCI in order o acquire the mgemary

- 16 -
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operating experience against the day vhen it may be necessary or de-
airable to make extensive electrical dissemination to a wide range of

customers.
For details on KW-37 and its potential, see Background Paper No. 8.

-17 -
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The Initial Reaction Sheet

tiile the form is self-explanatory, several points should be made
in sy yort of (t. | |

| ivery department of the Agency has experienced a stesdy increass
in busiiess, volume of paper, operstional activity, number of r&pérts,
pumbe: of cadrl: groups trensmitted, ete., every year. There amrg %o
be r steady anmusl growth of betveen 10 and 15%. It is the resuit of
15 years «f preparatory work now giving us, in ﬁlum if not in quality,
.ncreasingly the product ve have sought. oo the other hand, we have
reached ow peak in manpover. ;

Sooner or later this conflict will cease to be meraly @,xmo&ingv
Most cxf us lead that we ere 50 overlcaded that we cannot take on
another piece of peper or another form. Individuel components strive
valiantly to ifrprove the effectiveness of their use of manpower by
reguleting themselves a little better in oue respect or another, but
the paper flood dces not diminish. |

The fact is that all elewents ip the reporting business, from
procurement through analysis, sre paris of a singie whole. Once the
most serious problems facing each cf'the componente are viewed, not as
their exclusive, individual coancern but ag agpecte of a siprgle large 25X1

proulem, then rew solutions offer themselves which may tend to be

simpler and more effective. Ya refer to "Phe

Guiding of Intelligence Collection,” Studles in Intelligence, Vol. 3,
Fo. 1, for other sspecis of ihe same iseue.

1ot us heve the courage to fsce the avslyst - Lo begin with

SuBefeR BT
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vithin the Agency -- vith another form. The payoff will be worth 1it.
Three aspects of the reportlng problem are combined in it: those of
appropriastely limited dissemination, ot adequate ISC coding for later
retrieval, and of a quick expression of interest to assist the collector.

Only those analysts should be esked to use the form vhose "feedback”
will be worth exploiting, i.e. the specialists concerned with the sub-
Ject matier reported; ﬁhose responsible for vriting collection require-
ments; those whose vork will suffei if information is not adequately
retrievable for lack of coding. It sm to reason that their coopera-
tion will be quickly rewa.rded by receipt of fewer reports which are of :
no interest to them; by retrieval of filed materials they need in mearch ;
by more .direct and efchtive contact with the cellectors, triggered by
their responses on the IRS. |

The analyst has more important business than to fill in forms;
hence the form must be simple, and easy to use and mail. We might
provide participﬁting analysts with blenk forms, and éfe-addresaed
envelopes containing identifying pre-punched cards, to make processing
easy at all stages. |

‘Pu;ched-eam processing of ﬂlled-in IRS forms should be used for
all reporting derived from it. This will allow us to use the form in
& single copy never requiring menual sorting and distrivution. All
derﬁfed products take the form of tailor-mede machine tabulations.

/The form a8 1t appears in the attachment, although finished in

appéarance, is merely e draft for dtscussion and f‘urther refinement.

- 19 -,
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Feedback for Codera

Bvery theoretical discussion of retrieval problems brings out the
{nevitsble human limitations in the coding process. For a recent review
of this problem, see Paul A. Borel's article "On Processing Intelligence
Informetion," Studies in Intelligence, Vol. 3, No. 1.

Analysts in the Document Division are not ooniscient universal
geniuses; they are able to assign the apparently essential codes, but
they are bound to overloock, or not to be aware of, angles under vhich
retrieval might in future become essential. This is the primary criticlem
of the present librery system, leveled at it by personnel using it. The
intelligence subject'ccde, present or revised, is s splendid instrument,
useful exactly to the point to which codera properly foresee the headings
under which material msy need to be recovered, bhut no further.

The bdetter and more widely known the Intelligence Subject Code, the
more it is directly used and contributed to by experts in their various
fields, the better the retrieval system. The Initial Reaction Sheet pro-
vides a simple method of contributing to the coding. This presumes that
the ISC codes originally assigned by document anslysts are available on
the report for review. Any analyst who receives a copy can take care of
his own interests beyond the initiel coding by adding ap:iropriate codes
on the form.

Mechanically, the additional entries will be referred to the Docu-
ment Division in weekly tabulations. These will cite the name of each

contributing analyst, the sdditional codes each has proposed, and the

- éo -
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report numbefa to which these pertai;x. They can appear in document number
or ISC Code order, or any other desired arrangement, for discussion with
the proponents if this is indicated, and integration into the system.
‘Oace this feedback process has been underway for some time, and
analysts have become used to it, 1t 18 to be hoped that they will develop
such confidence in the ability of the library -- particularly es mechani-
zation provides increasingly relisble and rapid service -- to retrieve
what they need, that they will be willing to dispense with the bulk of
their own peper holdings. Without participation in the coding process,

this confidence, we believe, cannot be established.

- 2] -
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Feedback for Disseminators

Background Papers Nos. 1, 3 and &, vhen read together, spell out
another cause of deluys in processing information reports to the ultimate
Agency user: The rethod, now in use, of succeasive dissemination through
organizationsl cbannels, with major distribution to the Office, from there
to t& Branch, /rom there to individusls. Bulk processing through several
steps is yinhearently inefficient, when seen as a whole, not only in terms
of time, but also in terms of the number of copies required which must be
based on extreme potential needs, rether than specific known nseds. |

A ternatively, dissemination might be achiéved within the Agéncy »
fror & central point directly to individual analysts, on the basis of
tlelir speciﬂc requirements, kept up-to-date on a continuing basis, by a
feedback system suitable to mechanization.

Under such a syetem,t dissemination can take place by subjects coded
in the ISC, thus taking advantage of the fact that reports moved by the E
proposed reporting system will carry pertinent codes on every copy. Coded
requirements, on the one haﬁd, and coded reporte on the other, aré. a pre-
requisite for any attempt to mechanize the routine portion 61‘ the dissem-
ination process. (Ihuaual spot requirements would be handled outside the
systen.) |

An analyst's Statement of Requirements may be derived in the first
1nat¢hce_ by tabulating his response to Question 1 of the Initial Reaction
Sheet over & period of some months. The tabulation would contain all the

reports he recei{red, and their subjects in terms of the ISC Code.

-2 -
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Document analysts could translate this tabulation into s tentative State-
ment of Requirements, for refinement in diacussion with the analyst con-
cerned. This would yield the analyst's current Statement of Requirements
on which disseminations to him would be based. This in turn would be
kept up-to-date by the continuing feedback of his reactions on the IRS.
The experiment in automatic dissemination now undervay in AFCIN-1
indicates that much additionsl paper is ptmped.:l‘.nto the mill by the
stra.léht—faced, undiscriminating machine. This is due to inadequately
spelled out requirements which are sdequately understood by trained
ana.wita, but cause hash by machine. A feedback system as proposed here --
properly used -~ vill tend to give the analyst and his supervisor direct
control over the volume of information delivered to the "In" basket.

The supervisor is an interested party inthis process because of his

reapdxalbilﬂzy for a proper workloed distribution to his sﬁ,bordinatel.
This,k in practice, 18 a most difficult task; most supervisors carry their
own workloeds, and do not inspect their subordinates' "In" baskets at
m intervals. Based on the Initial Reaction Sheet, supervisors may
receive every week, or at any other conveﬁient interval, a tabulation by
name of their subordinates of the reports they took in, and their reac-
tionl‘. to them. This is a tool which might lend itself very well to

proper workload distribution.
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Feodback for Collectors

The remaining material on the form is intended to guide the collector.
It does not contain written evaluations , but provides for checking off
the simplest and, under the circumstanées , most useful elements 6f
guidance. A punched card system will be developed to bring these ele-
ments to the rapid attention of field stations and Headquarters desks and
Staffs concemed. The system embodies the essential facts of“ projects,
sources and reports, i.e. the Operational and So‘}lx-_ce Cover Sheet, the C8
report form, or its TD equivalent, Project Summary Sheet, snd lists of
Requirements and their mﬁnbgrs. Non-operational portions of these cards
will be reproduced for OCR for tabulations of use to DD/I elements. Gn
the basis of this material, and the Initial Reaction Sheet cards received
from OCR, the Machine ﬁre:ich in the €S8 will be in a position to distributev
such i-eporbs as the following at appropriate intervals:

1. To the fiel& .-

By station or base, source cryptonym, and re-
porte officer: a tabulation of reports in £ield report
and cable number order, citing the CS number, the subject,
and each Initial Reaction received to date; requirements
levied on the station, citing reports and IRS reactions
pertinent to each; a list of reports not disseminated by
Headquarters, giving brief mséns.

2. For the Hesdquarters Branch --

Copiea of the above; in Source or CS number

order, a list of outstanding evaluations (from Question 7

- 24 -
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of the IRS) with the names and telephone numbers of the
analysts who promised them.
In order of customer offices: a tabulation of
CS reports originated by the Branch, gilving the names of
individusl analysts and their initial feaetions.
‘ Copiles of materials detailed below.
3. For the Requirements and Project Steffs --

| By Requirement Numbers: reports referenced to
them and Initial Reactions received.
By source cryptonym: & tabulation of materials
rejected by customers in re.sponse' to Questions 2 through 6
of the IRS. '

While the value of materials of this sort should be spparent -- take,

for example, the operational usefulneas of & quick reaction to Question 3 --
the limitations need to be pointed up as well. The chief intention is to
provide ofﬁ.ciaia concerned with a convenient handle by which tq investi-
gate a situation. If Initial Reactions run consistently bigh on a low

cost source, Hesdquarters personnel need to spend little time on opera-
tional message in the renewai process. On the other hand, if Initial
Reactions run adversely, this provides an indication to the desk and‘the
Staff that the situation needs to be locked into. The purpose of the
tabulation is not to allow rejections to be drowned in the stack of paper
‘which is surfaced once & yee.r‘ in the project renewal process, but to pro-

vide a convenient method for the prompt closing of marginal operations
in the light of all pertinent facts.
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!:ffect on Substantive Evaluations

: The .ummmt of bookkeeping now_undemken in thelcs to keep t.rnck
of individual projects and thelir reporting product is very consider-
able. ‘The scheme as outlined here does not encompass the present
substantive evaluation process, the importance of vhich is in no wvay '
affected by it. In presént‘ experience, more than half of the rather
elaborate Form 39 are returned by customer analysts with check marks
only, and no substantive comments whatscever. By diverting these to
the IRS, and by freeing desk and Shff personnel of routine bookkeep-
ing"choies, it should be femsible to spend more time in personal or
telephione contact with qualified enslysts to obtain specific useful
comsents .

One novelty of this scheme, which is apt to meet with sdme appre-.
hension in the C8, consists of the direct, uninhibited two-way
communication between the recipients of 1nfomation and its producers.
An initial reaction to the product is sent right back without inter-
vention at the Headquarters desk. This carries the risk that the
field may act independently on the feedback to stop or redirect a pro¥
Ject, as the case may be, without being so difected by the Headquarters
desk. There are two sides to this controversy: we would ugue that
the CS have personnel in the field so competent that we entrust them
with the conduct of operations vhich sometimes carry considerable risk;
we can rely on them to discriminate. Furthermore, the desk is in a
position rapidly to add its comzents to the material comminicated to

the field, since it receives a copy simultaneously.
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Under the impetus of this system, 1t is to be hoped that substan-

tive evaluations will be processed to the fleld vith a speed

spproximating thﬁ.t. c::f' the Initial Reaction system. They now Lexe on
the order of six months gn reach the field fro_m the date of the orig-
inal report. They Qre often valueless by that time. The 'reasong for

t.‘néae delays are for the most part mechanical and will be separately

G e i B s R e R R e

investigated and dealt with.
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Mechanical Aspe s

The mecharics of the procesé from the analyst's point of view
are simple enoush. Upon his riret reaainh of mew Llnconing msbteriala
he.tril.l P10 out the form, He a.'iJ.,s, Also ,.wi’m ta hde ms Lisng dee

;_ﬁ.ed eviluation sheets Lich he may vBAt Lo uze at Whie save time, oo
lager on -~ although as soon s possible. The forms, or edrslspes
contaloing ther., are all addressad o the sam point:  The Meobing
Brarich of OCR. We estimate that mne Leypunch operator can mhwiy Bix
or eight hundrec forms of this type a §ay,

ATter xeypunchiny snd verifying, the bulk of Initlal Resstion
Sheets should te destroyed. They nave oo Iotunentary vilus sl &
vcwlietely cxploited by achine proceshing except vhere they contain
verual ina‘t,nu' tiong ¢m such suk clects Gs 8c 'e:ﬁ:di:z.{g. Theoe alone wiil
then be hand-procesoed.

?me s:mplete deck of cardi: should e reproduced daily Tor wse by
tue C8, and passed or to ihe Machine Braanch of RID for furtiwr pro-
cessing.

We should -xplore the pe‘:‘naibil&ty of talking IB saxds which are
ﬁfaa product of this b;mkke@im:, acrting thsm dowa in spprooriste
oydeyr fér disseninasion ¢ fleld stations, comverting thom rchard -
cally t0 S-channel tape, snd passing the result bacsk to the field
vin the Teletape scheme . | o

Bubject to proof to the ronirary in the course nf togting thic
saheﬁe,, it is our sssenption that manpower veguired in the !Machine

Rooms of OCR ani the S will te B Yracsion of that saved in the Diui-
along, the Iield, the U8 3taffe, ard t‘ze sevsrel offfce of nD/x.

- 28
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Reproduction Bot!leneck

While the model system will use electriczal tranamia:ioa'rram DY O~
ducervto consumer, for a small portion of T3 production! this will not
he Lhe case for sdme time for the great bLulk of ft. Until slectricsl
transmission becomes the rule, we shall hav& to_continue 1o rely on
multiliith-type reproduction facilities,

Klthough the reproduction and dissemination processes are almost
identical, Ceble Secretariat reproduces cahbled reports for disseminatzan,
shd Printing Services Division does the same for pouched reporte. The
reason is thst the Cable Secreteriat has proved its capability for ﬂpeeé
in its task, and thareforé has retained this responsibiliity. |

We feel that the reproduction facilitiea of Lhe Cablie Secretsriat
are>properly uﬁed for all internal dissenmination ¢f incoming cables. snd
for electricsal *transmission outside, but that a better :apab;lity should
be estabiighe@ by PSD for all reports not eléctricaliy transmnittled o
customers under CS ﬁumbera‘—- cabied, pouched cor Teletaped., This |
facility, like the Csble Secretariat, would have tg work mround the
¢lock and otherwise deveiop the éame high degree of efficienny. 1If ooe
of our targets ia tc speed up our routine revorting across Lhe board, it
would be counter-productive in thellong run o process é smm il sector

efficiently, allowing all else to lag.
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Equipment
 Assuming frvorable conclusions from the test, the issue of broadening
the system's application will arise. 8bouhi presently availanle equipment
be acquired for this expansion, or should we wait for a better model?
~ One of the veakest aspects of the system 1s its koj element, the
Flexowriter. Some of the problems we have with it are described in
Background Paper No. 10; others are inherent in its mechanical operation
and ceuse trouble for the typist. The Office of c@mcaﬁmu, while
continuing its search for hetter gadgets, should seriously consider ﬁarn-
ticipating in the development of improved devices of the Flexowriter
type: i.e. typewriters which make it convenlent for a secretary to
produce a clear text tape -- or even an encrypted tipe -~ a8 a by-producf.
of typing, for transmission and later proceesing, without re-keying.
Speed aside, as keying and retyping processes ars eliminated, this
spproach would on the one hand offer incressed input volume for the
groving electrical commmnications capacity developed by the Office of
Commnications, and on the other offer significant manpower savings.
Properly designed and protected Flexowriter-type devices should allow us
to employ secretaries/communicators in the field with only ﬁoderat'ely
increased demands on training and skills. We have indications that
satisfactory equipment will be available in the summer of 1961.
The cost of such & system, vhile high, may mot be out of line.
Three of the devices -- the minimum for one link -- are likely to cost

about as mich as one overseas employee in ‘one year.
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Conclusion

Implementation of any one asystem can, of course, not be based on
generalities. Our stations and bases have vastly differing needs for
comsunications. There are methods of speeding up communications other
t.hmi tape processing which will find their place in the vwhole scheme.
The photographic page-at-a-time encrypting process explained in Back-

ground Paper No. 8 1s one of the most pramising of these, and likely
to be useful for certain catepgories of stations and materiasls.

The components concerned will have to engage in & éontinuing
general study of what mode or modes of communications will be best
suited to each point abroad, with the participation in each case of
personnel thoroughly acquainted with local conditions.

Meantime the test proposed here, if the Committee eprees that it
is worth trying, will serve to focus the thinking of the jarticipants
on specifics, and to surface thgir nev ideas as well as t.heir qualified

oriticisa, both, in the end, probably of equal value.

- 32 -
S-E-C-R-B-T




Approved For Release 2006/09/18 : CIA-RDP80B01083A000100090021-3

o

8-E-C-R-E-T

Extension of System to Other Agencies
The applicability of the system to our work with other agencies

requires study. It is our belief that pertinent parts of the systenm,
such as the Initial Reaction Sheet, should {nitially be tested in-

side the Agency ocly. Extension might then be exgminéd first of all |
to those dbher agsncies, i.e. notably Air PForce, vhich use the ISC.
Specific negotiations should be conductéd at the proper time with each
possibly interested agency; this approach may well lead to the dévelop-
ment of different veriions of tlie Initial Reaction Sheet for each.
This broadening out, in turn, might make the ISC useful to more members
of the comminity and thus cause them to rely more heavily on the doc-
unentation facilities provided by CIA.

-3 -

8-E-C-R-E-T _




